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Abstract 
Positioned as an educational intervention expecting to engage people in learning for fostering the building of a civil society, 
Taiwanese community college leaders bear great responsibility of guiding their institutions to achieving organizational goals 
and meeting needs of their stakeholders. The Delphi method was utilized in this study to identify Taiwanese community 
college leaders’ conceptualization of leadership. A conceptual model consisting 5 leadership frames and 49 items was 
presented as the conclusion, which would potentially enlarge the knowledge of Taiwanese community college leadership and 
encourage more reflective discussions on community college administration and practice.   
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1. Introduction 
Since the 1980s, building a civil society has been a prevalent concentration to many countries, Taiwan 
included, wishing to transform into a more democratic state in which a greater participation from citizens in 
public affairs and decision-making is expected (Huang, 1997). To create such an arena, a grassroots approach of 
adult education was adapted by some Taiwanese social reformers in early 90s to promote people’s ability of 
gaining voices and getting heard. These people combined the vision of building a civil society with educational 
reform efforts, and they proposed the idea of establishing community colleges† as a means to provide learning 
opportunities for people to become effective and capable citizens (Gu, 2001; Huang, 1997). As a result, the first 
Taiwanese community college was established in 1998, and the model is continuously evolving into a visible 
social force to foster the building of a civil society. To date, there is a total of 84 community colleges (National 
Association for the Promotion of Community University, n.d.) and every municipal region has its own 
community college systems. 
Yet, community colleges in Taiwan have not been operated without scrutiny. Especially when the number of 
enrollments obtains public attention and budgets received from the governments remain somewhat steady, 
* Wei-ni Wang, Tel.: +886-5-272-0411#36110  
   E-mail address: weiniwang@ccu.edu.tw 
† Community colleges in Taiwan are called community “universities” in its language. To facilitate discussion and minimize rhetorical 
confusion in literature, “community college” is hereby used in this paper to refer to the Taiwanese “community universities.”   
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community colleges are expected to show greater accountability to their constituencies and funding agencies. 
Answers to heavy questions like to what extent programs offered have responded to the demands of their residing 
communities, and how the original quest for building a civil society has been integrated into the services 
provided, usually fall on the shoulders of the position leaders of the colleges, such as presidents and executive 
directors. Their words are taken not only symbolically but also legitimately as organizational consensus, and the 
composition of their answers transmits how they conceptualize their leadership role and community college 
positionality.      
American scholars, like Amey and Twombly (1992) and Eddy (2003), argue that American community 
colleges in general provide a unique context for investigation regarding the role of leadership, due to the demand-
response nature of the college (Cohen & Brawer, 2008). Somewhat similar to the American contexts, community 
colleges in Taiwan are expected to be sensible of social needs (Huang, 1997) and even share greater fiscal and 
resource dependence upon central and local governments (Lee, 2005). However, knowledge towards community 
college leadership in Taiwan is basically rhetorical, no systematic and empirical study on such a topic is 
available. When literature done on community college leadership has been primarily grounded in the North 
American contexts, it limits the extent to which the new Taiwanese professionals are able to apply and adopt to 
their everyday work. Constructing our own body of literature and knowledge of community college leadership is 
substantial. Hence, the guiding research question of this study is: how do senior leaders of the Taiwanese 
community colleges frame their work when they exercise leadership? 
2.  Literature review 
2.1. Taiwanese community college missions and curriculum 
The evolution of community colleges in Taiwan is tightly tied to the social contexts of the country. It was an 
educational intervention in early 90s expecting to provide access to postsecondary education to those who would 
never have had the opportunity, as well as to engage people in multidimensional learning for becoming active 
citizens of a democratic society. To be more specific, the mission of community colleges in Taiwan is to reduce 
credentialism and improve community development and quality of life, by means of providing adults learning 
opportunities which emphasize learner-centered instruction and encourage social and community engagement 
(Huang, 1997; Tsai, n.d.). Community colleges in Taiwan are then positioned to provide educational 
opportunities to the public for the sake of learning. 
Guided by the missions mentioned above, three kinds of programs have been provided since the early stage of 
the Taiwanese community college development (Huang, 1997): academic programs, avocational programs, and 
community education and involvement programs. Academic programs are basically general education in the 
areas of liberal arts, social sciences, and natural sciences. Avocational programs provide a large array of classes 
to enrich personal interests and life skills. The last but not the least, community education and involvement 
programs lead learners to become actively involved in community affairs and provide them opportunities to 
develop citizenship. A certificate is granted after the completion of each class; learners who finish 128 credits are 
expected to receive some kind of an associate’s degree. Additionally, free-of-charge week-long civic literacy talk 
series taken place each term are arranged by most community colleges in order not only to extend their services 
and visibility to non-enrolled constituents but also to increase opportunities for people to embrace the knowledge 
and skills needed for effective participation in democratic public affairs. 
2.2. Evolving of leadership theories and the integrative leadership framework 
The schools of leadership are typically classified into trait theory, functional theory, behavior theory, and 
contingency theory (Morgan, 1997), and more recently, an integrated framework for leadership (Bolman & Deal, 
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2003). Trait theory, also known as “great men” theory (Bennis, in Bolman & Deal, 2003), emphasizes that good 
leaders are born with leadership qualities. Perspectives also concerning behaviors are behavior and functional 
theories (Morgan, 1997): behavior theories address specific leader behaviors that are expected to contribute to 
organizational effectiveness, while functional theories emphasize on patterns of motives behind leaders’ 
behaviors and actions. However, these three schools (trait, behavior, and functional) of leadership failed to take 
contextual variations into account. Thus, contingency theory evolved; it assumes that different situations call for 
different leader characteristics and result in different behaviors (Amey, 2005).  
When contingency theory moving to maturation, new trends of studies in the field start to draw people’s 
attention: looking at leadership through an integrative framework (Bolman & Deal, 2003). Bolman and Deal 
(2003) espouse a multi-framing model of leadership to synthesize a modern organization that is with a 
multifaceted nature in a complex and uncertain environment; their model contains the structural frame (seeking 
to understand the rationality of various functional units of an organization), the human resource frame (focusing 
on establishing good relationship between people and the organization), the political frame (examining issues of 
power and use of resources), and the symbolic frame (determining and clarifying meaning for stakeholders of an 
organization). This side of leadership is one that is more holistic, dynamic (Bolman & Deal, 2003) and 
particularly grounded in process and cognitive orientation (Eddy, 2003).  
Considering the complicated nature of leadership in the Taiwanese community college contexts, as well as the 
integrative nature of the last framework, the model of Bolman and Deal (2003) was utilized in this study to 
conceptualize the draft of the Taiwanese community college leadership framework, consisting 4 frames, 10 
dimensions, and 37 items. The four frames and their respective dimensions were: structural frame (administration 
and management, decision-making, and evaluation), human resource frame (personnel management, human 
resource development and growth, and interpersonal relations), political frame (communication and resource 
allocation), and symbolic frame (mission transmission, and cultural formation). The draft framework was then 
transformed into a questionnaire as the instrument of the study. 
3.  Methodology 
Skulmoski, Hartman, and Krahn (2007) claim the Delphi method is appropriate for structuring a group 
communication process to explore a problem or phenomena when its knowledge is incomplete, or to investigate 
what does not yet exist. Since there is no structured and empirical understanding and knowledge of the 
Taiwanese community college leadership, it is appropriate to apply the Delphi method as the starting point of 
inquiry of such phenomena. A group of 11 professionals, including scholars in the fields of adult education and 
educational leadership, and senior community college administrators, was invited as the panelists. 
The instrument was the 37-item Taiwanese community college leadership questionnaire mentioned previously. 
Data collection followed the guidelines of the Delphi method (Skulmoski, Hartman, & Krahn, 2007), allowing 
the panelists to react to controlled and anonymous feedback. Three rounds of surveys were conducted to collect 
and refine panelists’ opinion on community college leadership; a 5-point Likert-type rating scale was used, 5 
meaning that the item was a very appropriate indicator, and 1 was the least. Statistical analysis (particularly mean 
and standard deviation) was applied to identify convergences and divergences in responses; the third round 
determined panelists’ consensus with indices based on standard deviation less than 1.00 and mean values greater 
than 3.50 (Gall, Borg, & Gall, 2002). Of note, in order to keep every panel’s opinion being heard during different 
rounds of questionnaire solicitation, as well as to openly place the researcher’s responses to each feedback, only 
items with a mean value less than 3 and which with no conflicting comments were deleted in the first two rounds. 
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4.  Findings 
After three rounds of questionnaire solicitation, a framework of the Taiwanese community college leadership 
was established, constituting 5 frames, 12 dimensions, and 49 items. Elements of the leadership framework were 
shown in Table 1; adjustments suggested by the panelists were noted in the far right column, and the complete 
list of items was also inserted in the table. Comparing to the draft framework, a fifth frame, named “community 
college belief frame,” was added into the final framework. The new frame seemed to be rhetorically derived from 
the symbolic frame, yet the symbolic frame proposed by Bolman and Deal (2003) focused more on building 
cultural understanding and meaning of an organization rather than a specific type of organizations, the addition of 
community college belief frame was warranted to acknowledge and validate community college missions. Two 
dimensions of the fifth frame were also identified: value and posisionalitiy, and external network and partnership. 
 
Table 1. Taiwanese community college leadership framework 
 
 Leadership Items 1
st Round 2nd Round 3rd Round Note*  Mean SD Mean SD Mean SD 
A. Structural Frame 4.55 0.69 4.55 0.69 4.82 0.4 
A-1. Administration and management 4.18 0.98 4.64 0.67 4.91 0.3 
A-1-1. Operation and administration of the college are based on reasonable procedures. 3.73 1.1 4.36 0.51 4.36 0.51 W1 
A-1-2. Division of labor by expertise improves institutional efficiency. 4.09 0.83 4.64 0.51 4.55 0.52 W1 
A-1-3. Economic incentives effectively motivate community college employees. 3.18 0.98 4 0.78 3.91 0.54 W1 
A-1-4. Delegation is important in community college management. 4.09 0.94 4.18 0.87 4.73 0.47 W2 
A-1-5. Keeping the college’s financial status transparent is important. — — — — 4.5 0.5 N2 
A-2. Decision-making 4.27 0.79 4.8 0.4 5 0 
A-2-1. System thinking and internal and external scenario analysis help decision-making. 4.45 0.52 4.91 0.3 4.91 0.3 
A-2-2. Strategic planning on institutional objectives is important. 4.54 0.52 4.82 0.41 4.91 0.3 
A-2-3. Decisions are made based on reason and facts. 3.82 1.33 4.36 0.92 4.45 0.69 W1, W2 
A-2-4. Logical thinking helps decision-making. 3.82 1.08 3.91 0.83 4.5 0.5 W2 
A-3. Evaluation 4.09 0.7 4.36 0.5 4.55 0.52 
A-3-1. Results of evaluation are used to determine staff’s rewards/punishment. 2.73 1.35 3.73 1.27 4.36 0.92 W1, W2 
A-3-2. Subordinates’ behaviors can be regulated by evaluation mechanisms.  2.55 1.29 3.45 0.82 4.73 0.47 W1, W2 
A-3-3. Enhancement of institutional effectiveness needs to be emphasized. 3.4 1.02 4.45 0.69 4.64 0.51 W1 
B. Human Resource Frame 4.09 1.04 4.64 0.5 4.73 0.47 
B-1. Personnel management 4 1 4.18 0.6 4.36 0.5 
B-1-1. An open decision-making process helps staff stay committed to the college.  3.82 1.08 4.55 0.69 4.73 0.47 W1 
B-1-2. Supporting staff to fulfill their dreams increases college leader’s influences. 3.82 0.98 4.64 0.5 4.55 0.52 W1 
B-1-3. Community college leaders must trust their staff and give them autonomy. 4.36 0.67 4.82 0.4 4.91 0.3 
B-1-4. Applicants’ fit with institutional missions is critical to recruitment and selection. — — 4.55 0.69 4.82 0.4 N1, W2 
B-1-5. Trust can consolidate employees’ organizational commitment and loyalty. — — 4.64 0.5 4.91 0.3 N1 
B-1-6. Verbal recognition works better than economic incentives in motivating staff.  — — 4.27 0.79 4.73 0.47 A1, W1, W2 
B-2. Human resource development and growth 4.45 0.69 4.82 0.41 5 0 
B-2-1. Obtaining some share of power helps staff to reach their potentials. 4.18 0.87 4.46 0.52 4.73 0.47 
B-2-2. It is important to foster community college employees to grow and advance. 4.45 0.69 4.27 0.79 4.36 0.81 W1 
B-2-3. The work motivation of community college employees is self actualization. 4 1.1 4.72 0.47 4.82 0.4 W1 
B-2-4. Implementation of internal evaluation is a mechanism of professional development.  — — — — 4.55 0.69 N2 
B-3. Interpersonal relations 4.09 0.83 4.82 0.41 4.82 0.4 
B-3-1. Listening and responding to staff’s ideas helps to build good relationship. 4.27 0.47 4.73 0.47 4.82 0.4 
B-3-2. Conflicts among coworkers have negative impacts on interpersonal relationships. 3.73 0.65 4.36 0.67 4.36 0.67 W1 
B-3-3. How conflicts are reconciled affects relationships between coworkers. — — 4.64 0.51 4.91 0.3 N1 
C. Political Frame  4.18 0.75 4.45 0.69 4.55 0.52 
C-1. Communication 4.27 0.79 4.82 0.4 5 0 
C-1-1. There are times when college leaders feel weak and powerless. 3.45 1.13 4.09 0.7 4.09 0.7 W1, W2 
C-1-2. Manipulation and bargains can motivate community college employees. 3.1 0.3 3.6 0.49 3.82 0.75 W1 
C-1-3. Negotiation is an effective communicative method to resolve disagreement. 3.36 0.92 3.91 0.83 3.82 0.87 W1 
C-1-4. Exercising a leader’s personal influence may lure staff to accomplish what 3.18 0.87 4.55 0.52 4.64 0.51 W1 
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he wants them to do. 
C-2. Internal resource allocation 4.09 0.7 4.82 0.41 4.82 0.4 T1 
C-2-1. Forming alliances can obtain utmost resources. 4 0.63 4.36 0.51 4.55 0.52 W1 
C-2-2. Being calculating works well for obtaining and allocating scarce resources. 3.5 0.52 4 0.63 4 0.63 W1 
C-2-3. Community college leaders enlarge their influences by owning various forms of power. 3.1 0.83 3.82 0.6 4.18 0.87 W1, W2 
D. Symbolic Frame 4.36 0.67 4.45 0.69 4.82 0.4 
D-1. Community college mission transmission 4.18 1.08 4.64 0.51 4.91 0.3 T1 
D-1-1. Storytelling is effective for transmitting institutional missions. 3.91 1.14 4.55 0.69 4.82 0.4 W1 
D-1-2. It is important to discuss institutional missions with employees. 4.54 0.69 4.82 0.41 5 0 
D-1-3. It is important to elaborate values of community college offerings to employees.  4.54 0.69 4.73 0.47 5 0 
D-1-4. Meaning emerged from the process is usually more important than the results. 4 0.89 4.27 0.65 4.55 0.69 
D-2. Cultural formation  4.27 0.9 4.73 0.47 4.91 0.3 
D-2-1. Acknowledging work well done in rituals or open ceremonies is important. 4 0.89 4.73 0.47 4.73 0.47 W1 
D-2-2. Community college leaders need to show up at institutional events. 3.64 1.03 4.36 0.67 4.64 0.51 W2 
D-2-3. Constantly showing leaders’ recognition of staff’s performance is important. 4.27 0.65 4.64 0.67 4.82 0.4 
D-2-4. Shared vision increases organizational unity. 4.45 0.93 4.73 0.47 4.91 0.3 
E. Community College Belief Frame — — 4.55 0.69 4.36 1.03 N1 
E-1. Value and positionality — — 4.22 0.6 4.73 0.47 N1, T2 
E-1-1. Community colleges play a critical role in fostering social reforms. — — 4.55 0.52 4.82 0.4 N1 
E-1-2. Linkages between community college learning contents and societal issues need to be sustained. — — 4.82 0.4 4.91 0.3 N1 
E-1-3. Community colleges must be sensible to social trends. — — 4.5 0.67 4.73 0.47 N1 
E-1-4. Community college leaders are the role model of participating in public affairs. — — 4.73 0.47 4.91 0.3 N1 
E-2. External network and partnership — — 4.5 0.5 4.64 0.5 N1 
E-2-1. Community colleges must establish a collaborative relation with communities. — — 4.82 0.4 5 0 N1 
E-2-2. Stability of the collaborative relations with external environments serves as the most valid indicator of community college performance. — — 3.91 1.04 4.56 0.69 N1, W2 
E-2-3. Community college leaders must be skilled in developing external resources. — — 4.46 0.52 4.64 0.51 N1 
E-2-4. Community college leaders must be capable of negotiating with public sectors. — — 4.18 0.75 4.64 0.51 N1, W2 
E-2-5. Community college leaders must protect the college from being obstructed by external forces of power that are harmful for sustainability. — — — — 4.55 0.82 N2 
* W: wording changed; N: new item added; A: dimension altered; T: title renamed; number: round. For example, W1 indicated wording 
change suggestion received in Round 1. 
 
Content of feedback received from the panelists was also analyzed. As shown in Table 1, most adjustment 
suggestions were wording changes and no major changes were made after the 2nd round, indicating the overall 
conceptual framework of Taiwanese community college leadership was solid. Among the five frames, the 
political frame was the one that was the most difficult to reach consensus, especially items with terms like 
manipulation and negotiation; it is possible that these behavioral terms were labeled negative by the Taiwanese 
social norms so that panelists had divergent opinions on the wordings of how to describe the calculating part of 
being a leader. One methodological limitation observed in this study was that some panelists (particularly 
practitioners) appeared to answer early rounds of questionnaires based on their opinion toward leadership (what a 
senior community college leader should do or the correct ways of being a leader), instead of judging the 
appropriateness of questionnaire items, therefore, the researcher was extremely cautious in interpreting statistical 
data and analyzing feedback texts. As a result, personal opinions were eliminated before making any wording or 
title changes in the questionnaire items.   
5. Conclusion 
A multi-framing conceptual model of Taiwanese community college leadership was constructed through the 
Delphi process. Besides the four frames identified by Bolman and Deal (2003), the addition of “community 
college belief frame” showed not only the consolidation of unique institutional identity of Taiwanese community 
colleges but also the quest for a strong leadership for mission fulfillment. The conceptual model could be 
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transformed to a questionnaire on leadership styles of Taiwanese community colleges, and the 5 frames and 12 
dimensions highlighted in the model could serve as indices for competency development for future community 
college leaders.   
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